Abstract
Introduction
Diversity management has attracted great attention of academics, practitioners and organizational researchers over the last few decades. The changing demographic composition of the workforce, the increasing social sensitivity to ethical concerns, and the overall consequences of globalization are compelling more and more organizations to deal with diversity management (DM) (Ravazzani, 2016) .
Diversity and DM have several definitions. According to Kandola and Fullerton (1998) diversity means visible and non-visible differences of people such as sex, age, race, background, disability, personality and work style. Accordingly, DM starts with accepting these differences and aims to harness them to create a productive environment where everybody feels valued, their talents are being fully utilized and in which organizational goals are met (Kandola & Fullerton, 1998) .
Early studies in DM focused on affirmative action plans and improving equal employment opportunities of marginalized groups such as women, racial or ethnic minorities, disabled individuals and other designated groups as well as visible minorities. It is also important to note that early research in DM usually reflected national perspectives mainly originated from a limited number of countries (Klarsfeld, et al., 2016) .
The need for DM for all multi-national companies increased given several factors including: the intensifying "war for talent", the changing nature of production, the increasing need for creativity and continuous innovation and the accelerating labor mobility (Friday & Friday, 2003) . Accordingly, in time, both content and coverage of DM progressed and managing diversities effectively became a strategic issue for organizations to gain sustainable competitive advantage in today's competitive global business environment (Bendl, Fleischmann, & Walenta, 2008) .
However, in comparison to Western countries, Asia (India and China) and Far East Region (Korea, Malaysia, Japan etc), Middle East, GCC region and Kuwait in particular has attracted less attention in DM literature (Jamali, Abdallah & Hmaidan, 2010; Yaghi & Yaghi, 2013) . However, with an increasing number of multi-nationals investing in Kuwait particularly in service sector, more than 80% of its labor force is composed of expatriates from several different countries, Kuwait is obviously a special case for DM (Kuwait Central Statistical Bureau, 2015) .
Diversity management practices component is measured by three dimensions; ability to manage people from different backgrounds, ability to work in harmony with people from different cultures, and avoidance of discrimination 2. Literature review
Diversity Management
Diversity encompasses elements that go beyond gender, age, ethnicity, family status, and any other apparent identity reference. Subtle dimensions such as education, ideas and experience should be considered (Benschop, 2001) . Therefore, several authors have suggested comprehensive frameworks to grasp diversity construct. For instance, Ardakani et al.(2016) There is limited evidence, indeed, on how diversity and inclusion issues are managed in emerging economies (Donnelly, 2015) . Most studies investigating diversity management were conducted in Western countries using qualitative research protocols. Few of them have considered how diversity management, as part of strategic HRM has been applied in a less developed country, across different ownership forms -domestic vs multinational firms (Cooke & Saini, 2010) .
Several studies have pointed out to divergent HRM rhetoric from the real implementation of diversity and inclusion management strategies along the dimensions of age, gender and intra-and-international variations (Donnelly, 2015) . Most of employees belonging to ethnic minorities were not aware of the existence of a formal commitment in their companies to promote diversity. The initiatives launched in those companies did not change the situation of minority members (Louvrier, 2014) .
Diversity change initiatives can neglect the work group level, as organizations fail in establishing a positive climate to enhance the agreement that demographic shifts are favorable (Kossek, Markel & McHugh, 2003) .
Diversity Management affects six HRM areas: linking strategy to diversity, recruitment for diversity, selection for diversity, training and development of diverse staff, monitoring DEM effectiveness, and providing work-life flexibility (Konrad, Yang & Maurer, 2016) .
Overall, a plethora of diversity management approaches has been presented in previous studies. Most commonly, companies around the world are creating diversity charters to reinforce their engagement to support diversity (Louvrier, 2014) . While diversity management is explicitly mentioned as policies, some other organizations simply state diversity management as part of HRM policy. Having formal diversity management policy statement does not necessarily guarantee effective implementation in practice. Likewise, lacking those formal rules does not imply that the organization is not managing diversity issues (Cooke & Saini, 2010) . Cooke and Saini (2010) identified five categories of organizations, based on the type and extent of their diversity management approach:
 Strategic diversity management: This is the most advanced approach to Diversity management as it is meant to enhance employees' performance and productivity through initiatives such as spreading cultural awareness, work-life balance, flex-time and encouraging the expression of diverse ideas.  Social justice approach: Stresses on corporate social responsibility and goes beyond the application of legal statements to regulate the behavior in the workplace (i.e., involvement of employees' family, well-being programs, maternity policy, maintenance of high standards of professionalism at work, etc.)  Affirmative action plans: Focus on gender equality and ethnic/religious equality by establishing manpower gender or ethnicity ratio.  Legal compliance: compliance with equal opportunity as per the legal requirements.  Ad hoc approach: Absence of formal diversity management policies. Diversity management issues are dealt with as they surface by line managers.
The latter increases the employment of workers with disabilities or belonging to visible minorities and enhances organizational financial performance. This reflects the core assumption advocated by strategic human resource management theory that claims a strong linkage between HRM practices and firm's strategy.
Nonetheless, the adoption of a specific diversity management practice varies according to the age, sector, nationality, and form of ownership (public vs private; domestic vs multinational) of the organization. Eventually, as Cooke and Saini (2010) explained, the nature of diversity management initiatives depends also on the attitude and the background of the Chief Executive Officer. In the same vein, knowledge intensive multinationals are more expected to undertake more proactive diversity and inclusion management in order to support their competitive advantage (Donnelly, 2015) .
Diversity Management and Human Resource Management
The outcomes of diversity management have been widely discussed in literature. Diversity management is likely to increase the representativeness of minority groups in workplaces. For example, minority opportunity-based diversity and equality management practices have a positive relationship with management team racial diversity in American companies, especially for African Americans and Asians. Minority opportunity-based diversity and equality management practices include "racial minority mentoring programs, racial minority network groups, internships for racial minorities, and career tracks for racial minorities with high potential as future managers." (Richard, Roh & Pieper, 2013) .
The same study proved the existence of another positive relationship between manager accountability -"providing managers with incentive pay when they meet organizational diversity goals and evaluating managers on diversity-related tasks or outcomes" -and minority representation in managerial positions. Those relationships tend to be stronger as the size of the company is smaller (Richard, et al., 2013) .
Celebioglu (2017) also indicated in his study that the problem of gender inequality is dominant in the labor markets in Turkey, arguing that the problem has many dimensions including social, cultural, and economic dimensions. The study showed that several factors affect women employment including the level of socioeconomic development, gender equities, household size and wage gap (Celebioglu, 2017) .
On the organizational level, diversity management is seen as a valuable HRM function that yields higher organizational performance and competitiveness (Cooke & Saini, 2010) . The multiplication of work-life balance programs supports positive effects of non-management gender diversity on productivity in organizations. On the contrary, with a poor portfolio of work-life balance programs, management gender diversity creates negative influence on the financial performance of the organization. As such, the promotion of work-family balance programs is likely to assure employees about employer's intentions about gender diversity, which can increase the potential of diversity in enhancing performance (Ali, Metz & Kulik, 2015) .
The same findings have been supported in another study that demonstrated a strong relationship between diversity management and organizational citizenship behavior (Jie, D'Netto & Jiong, 2010) . In this study, diversity management proved to be effective in creating an inclusive organizational culture that stimulates affective commitment and organizational citizenship behavior for both, native and non-native Dutch central government employees. This suggests that no variances exist in regards to the extent majority and minority socio-demographic groups react to diversity management programs. Hitherto, all groups would respond favorably if an inclusive work environment is established in the organizations EJBE 2017, 10(20) (Ashikali & Groeneveld, 2015) . Another research proved that employees' perceptions of fairness of HRM practices has a positive effect on their organizational commitment (Hung et al., 2004 ).
Benschop (2001) argues that diversity shapes HRM practices, which engenders four types of outcomes: cognitive, affective, communicative and symbolic. Cognitive effects refer to the ability of the group to process information, react to stimuli and make decisions based on it. Affective effects stand for the attitude of workers towards their work, their colleagues and the organization. Communicative effects pertain to the fluidity and frequency of communication within and outside the group. Symbolic effects deal with the positive image that diverse group carry with internal and external stakeholders (Benschop, 2001 ).
Another result that corroborates to the importance of diversity management as a cardinal action in the success of any organization is its effect on human resource productivity through the mediating effect of perceptional variables (perceived attractiveness, perceived organizational justice and perceived social identity). Thereupon, human resource productivity is assessed through job satisfaction, turnover intention, organizational citizenship behavior, and job involvement (Ardakani, et al., 2016) .
Labor market in Kuwait
Although the study of Arab cases was obviously disregarded in textbooks of "management", "HRM" and "international business", there is a recently increasing interest in the HRM systems in the Middle East (Iles, Almhedie & Baruch, 2012) . With respect to labor market in Kuwait, the Labor Force Survey conducted by the Central Statistical Bureau (2015) showed an increasingly high diverse labor market in terms of nationality, gender, age, marital status, and educational level.
However, the Arabian Gulf countries have recently established localization efforts (named Kuwaitization in Kuwait), by setting quotas of a minimum ratio of local employees to expatriate employees to be hired, in addition to other policies, for the purpose of encouraging locals to enter the workforce, especially in the private sector (Goby, Nickerson & David, 2015) . Nevertheless, many studies indicated that fair human resources management and diversity management practices is considered as a tool for the success of the quota system, which, in turn, has positive effects on organizations (Lamba & Choudhary, 2013; Naz, Aftab & Awais, 2016; Forstenlechner, Lettice & Özbilgin, 2012; Goby, et al., 2015) .
The HRM function in Kuwait
The HRM function has developed in Kuwait following the change in the nature of the society. This evolution in the view point was addressed by Ali and Al-Kazemi (2006) . In the early years, the HRM functions were not addressed adequately, till 1950s, when the oil production increased, development programs have been established, several infrastructure construction projects were initiated, and the number of expatriates significantly increased. After the unexpected increase in the prices of oil in 1973, the government started many economic development programs and established many state organizations in different sectors. This altered the point in the view of the HRM functions from being viewed as 'personnel management', which is only concerned with keeping records of clerical activities and advertising to job vacancies, to gradually considering HRM as an essential function. Accordingly, and as a result of the significant increase in number of labor force and in number of multinational corporations, both governmental and private organizations realized the importance of HRM and became more interested in its roles and functions. Hence, the increasing competition in the region, the increasing number of university graduates, and the privatization of state-controlled organizations force both government and business organizations to work on improving their efficiency and effectiveness, which, in turn, emphasizes the essential role of HRM (Ali & Al-Kazemi, 2006) .
Research Objectives and Methodology
As this study attempts to prove the existence of a positive impact of diversity management practices on HRM in Kuwaiti organizations, an empirical model was developed using data collected through questionnaires.
DM is captured through the organizational policies and programs that promote diversity in the workplace especially those dealing with the representation of minorities and women and the development of a sense of awareness of diversity issues. It is also reflected through management commitment and inclusive working approach (Ashikali & Groeneveld, 2015) .
HRM is a comprehensive term that could comprise several dimensions. Therefore, this study needs to include a relevant model to assess how HRM can evolve in response to enhanced DM in the organization. The framework suggested by Pfeffer (1998) is adopted in this study as a reference as it inspired a large part of previous studies on HRM practices (Marchington & Grugulis, 2000) . This model recognizes seven dimensions that mark any system conveying benefits through people, namely:
 Employment security  Selective hiring  Self-managed teams and decentralization  Comparatively high compensation contingent on organizational performance  Extensive training  Reduced status differences  Extensive information sharing inside the organization
Hypotheses and the Model
As mentioned before it is assumed that there is a positive linear correlation between DM components and HRM practices. Hence, the hypotheses are: The research model is shown in the following figure:
Independent Variables Dependent Variable
Diversity management Practices 
Survey Instrument
The Survey instrument is a self-administered questionnaire and is composed of 29 questions. While six of those questions are demographic, two of them are reverse (control) questions. Apart from demographic questions, the questionnaire is composed of 2 main components: Human Resource Management (HRM) with 11 questions and Diversity Management (DM) with 12 questions. HRM component is adopted from Zaim (2016) which was originally derived from Pfeffer (1998) . DM component is adopted from the research of Ashikali and Groeneveld (2015) . Those researchers analyzed DM in two dimensions: Ability to manage people from different backgrounds and inclusive culture (Ability to work in harmony with people from different cultures). This study includes one more dimension, i.e. avoidance of discrimination based on gender, age, cultural background and education level. It is mainly because this dimension is considered by the authors as an essential part DM in Kuwaiti context due to the diversification of the labor force in terms of gender, cultural background, age and education level as mentioned earlier.
Each item is rated on a five-point Likert Scale anchored at the numeral 1 with the verbal statement "strongly disagree" and at the numeral 5 with the verbal statement "strongly agree". 
Avoidance of discrimination

Data Analysis and Findings
The data analysis was conducted in two steps; the first step is performing an exploratory factor analysis (EFA) with varimax rotation to determine the underlying dimensions of HRM and DM. The second step is conducting a regression analysis to measure the effects of diversity management on HRM.
Exploratory Factor Analysis (EFA)
In The EFA, 2 control items (reverse questions) were eliminated and 27 items were analyzed. These 27 items were yielded in 4 factors with Eigen values greater than 1, which is convenient with our model. HRM questions appeared to be united in one factor. DM on the other hand yielded in three different factors. These are avoidance of discrimination, ability to manage people from different backgrounds and ability to work in harmony with people from different cultures. The factor loadings are shown in Table 1 .
Regression Analysis
In order to test these hypotheses a multivariable regression analysis is performed using "Ordinary Least Squares Estimates" technique. We assumed that there is a positive linear correlation between DM components and HRM practices based on the existing literature mentioned earlier. The first step is assessing the significance of the model using ANOVA (F) Test that shows the combined effects of all the independent variables in the regression model. In order to consider the model to be significant, the general acceptance is that the significance level should be equal EJBE 2017, 10 (20) or less than %5. As shown in The result of ANOVA test indicates that the model is significant, relaying a positive relationship between DM and HRM. This result is obviously consistent with the existing literature. For example, McMahan et al. (1998) and Baird and Meshoulam (1998) revealed the relationship between DM and HRM from a strategic point of view.
Furthermore, the adjusted R 2 (coefficient of multiple determination) is 0.374 which means almost 40% of dependent variable -HRM-can be explained by DM policies. Obviously there are many other factors behind HRM practices such as leadership, organizational, cultural and technological factors. However, almost 40% indicates a significant correlation between DM policies and HRM.
The next step is to analyze the effects of DM components on HRM practices using "t-test" partial regression coefficients. The standardized regression weights for all variables are significant at the 0.05 level (Table 3 ). This finding indicates that all hypotheses are proved, and there is a positive, linear correlation between all components of DM and HRM. In other words, if the DM components are enhanced, HRM practices will be positively influenced. According to the research findings, among the DM components the "ability to manage people from different backgrounds" component seems to have the most significant effect (0.4) on HRM practices. The outcomes of workforce diversity have EJBE 2017, 10 (20) been analyzed from different perspectives. For example, Kossek et al. analyzed the level of diversity and group climate, and their research finding partially supported the idea that greater structural demographic shift would positively relate to a more favorable climate for diversity (Kossek, et al., 2003) . Benchop's research findings (2001) explored that organization's strategy for managing diversity positively influences HRM practices. There are also other studies that disclose the relationship between the ability of an organization to manage diversified work force and HRM outcomes in organization level (Nyambegera, 2002) or functional level (Kossek, et al., 2006) . "Ability to work in harmony with people from different cultures" appears as the second important component of DM that affects HRM (0.2). In literature, both positive and negative outcomes of working with people from different cultures have been mentioned. For example, Vodosek (2007) , Ely and Thomas (2001) , and Kochan, et al. (2003) disclosed both positive and negative outcomes of working with diversified workforce. Therefore, the ability to work in harmony is considered as an important aspect of cultural diversity (Sutton & Pierce, 2003) . Comparatively less empirical evidences can be found in literature regarding to direct effects of cultural diversity and HRM in organizational level (Laurent, 1986; Benschop, 2001) . However, there are more research findings revealing the so-called relationship in the team level (Thomas, 1999; Sutton & Pierce, 2003; Staples & Zhao, 2006) . "Avoidance of discrimination" is also positively correlated with HRM but has the least effect compared to other DM components. There is a wide range of literature regarding various types of discrimination in HRM literature. In this respect, legal outcomes of discrimination (Bennington & Roberts-Calvert, 1997) , importance of avoidance of discrimination (Dickens, 1998) and positive discrimination (Noon, 2010) attracted the attention of the researchers in the last few decades. There is almost a consensus that avoiding discrimination is an important responsibility of HRM and is positively related with HRM outcomes (Dickens, 1998; Jenkins, 2008; Harel, et al., 2003) .
Implications
Theoretical implications
The findings of this study have wide support in literature. Using factor analysis approach, Meena and Vanka (2017) argue for seven diversity-oriented human resource management practices (i.e. fairness-oriented selection practices, fairnessoriented performance evaluation practices, fairness-oriented compensation, practices, training-oriented practices, team-oriented practices, control-oriented practices and Identity-free practices). Previous studies also suggest that DM results in HRM practices promote fairness and training (Roberge, et al., 2011) . Furthermore, High HRM investments in pay, benefit, training, and communication strengthen the influence of gender diversity on workforce productivity (Roh and Kim, 2016) .
Despite the acknowledgement of DM positive effect on HRM, inequality and discrimination is still widespread in organizations worldwide. In this sense, HRM practices are predominantly dealing with maintaining compliance with equal employment opportunity and affirmative action legislation (Shen, et al., 2009 ).
However, there is also an important perspective that should be taken into consideration when assessing DM in GCC work environments. As a matter of fact, research informs that legislations in some countries may impose more constraints on employer's willingness to promote diversity (Klarsfeld, et al., 2016) . Since this research uses data gathered from Kuwaiti organizations, the power of DM influence on HRM can be underestimated given the role of local regulatory system that imposes varying quota-based policies depending on the sector of activity.
Practical implications
The analysis of data collected from companies in service sector in Kuwait has revealed the positive implication of diversity management on human resources. This implies that the Kuwaiti executives may attempt to create a supportive working business environment. These executives should concentrate on those components of diversity management that have the most significant effect on HRM practices in service sector in Kuwait, viz., "ability to manage people from different backgrounds", "ability to work in harmony with people from different cultures" and finally "avoidance of discrimination". As the workplace diversity increases HR responsibility, a professional, periodical, systematic and structured data collection and analysis should be conducted to closely monitor and communicate the progress to the management in this regard.
Conclusions
This paper uses strategic HRM perspective to study diversity management in Kuwait, characterized by unique labor legislation and manpower composition. The outcomes of this study confirm that HRM functions are regarded as a vehicle for diversity management in Kuwaiti organizations. Taking into consideration the results of this study, diversity management is addressed more or less effectively than a simple slogan. This paper conveys substantial contribution to diversity management studies in organizations. On one hand, the findings expose HRM as a tremendous means for the application of diversity management in Kuwaiti organizations. HRM functions, accordingly, can be regarded as an imminent tool for organizations in the pursuit of effective implementation of diversity management principles. On the other hand, and contrary to established beliefs about the existence of untapped foreign manpower in GCC countries, the results unveil the remarkable eagerness of Kuwaiti organizations to harness diversity merits. These results, however, are quite reasonable if the particularity of local context is taken into account. As a matter of fact, Kuwait economy is dependent to a large proportion on foreign workforce. Key positions -particularly in the private sector -are evenly held by either local or foreign employees. The ambitious Kuwait 2035 vision would certainly increase manpower needs and trigger extensive employment in international job market.
As limitation of this study, social desirability could have biased the answers collected from the participants in the survey. Our respondents are undoubtedly wary of providing answers that do not violate widely agreed upon ethical principles. The perceptional nature of data used in this research represents another limitation to potential generalization of the results.
Suggestions for future research
This study identified diversity management variables and its influence on HRM practices in the service sector in Kuwait. However, this raises a number of questions which can be answered through more research.
For instance, the causal relationship between diversity management and HRM needs further investigation in order to discriminate the distinctive effect of diversity management on each of HRM functions. For instance, we would expect recruitment to be the most exploited platform to showcase firm's commitment towards promoting diversity management. This research avenue would contribute in examining most commonplace diversity management practices in Kuwaiti organizations which could provide useful insights for local firms to increase organizational performance and employee productivity.
In addition, the results could be segregated according to firm-based factors, such as ownership form, size, global orientation, type of activity, etc. This would certainly reveal interesting facts about the status of diversity management in Kuwait. Future studies could be interested in how diversity management, as part of strategic HRM has been applied in Kuwaiti organizations, across different ownership formsPublic versus Private; domestic versus multinational firms. Therefore, this study can be conducted on a larger scale using structural equation modeling to account for the intertwined effects of independent diversity management variables.
In addition, it would be interesting to examine the effect of the relationship between DM and HRM practices on employees' attitudes (i.e., job satisfaction, organizational commitment, organizational citizenship behaviors, etc…), since there is a lack of such studies in Kuwait.
